| Approved For Release 2006/12/05 : CIA-RDP84-00780R003000090012-9

& . : S

29 AUG 1968

Executive Director-Comptroller
7 D-59 Hesdquarters

Attached {8 a memorandum from the
Director of Personnel dated 27 Augyst 1968 .
transmitting a proposal by the DD/P for it
changes in our fitness report system. This
_reflects some of the comments made by
the DD/P at one of the past Deputies’
Meetings. After comments are received
| . from the other addressees we will tabulate
' them and this topic can become an agenda
item for a Deputies’ Meating.,

SIGNED R. L. Bannermart

Deputy Director for Support
- 7D-26 Headquarters 253

DD/S:RLB:ksd (29 Aug 68) .
Distribution: ' e
'Orig - Adse w/ccy DD/S 68-4229

X - DD/S Subject w/ccy DD/S 68- 4229
1 - DD/S Chrono
1 - MAQ L

DD/S 68-4229: Memo for DD/I, DD/S&T, Gen ‘Counsel, IG dtd 27 Aug 68, subj: Request for

Comments on Revised Fitness Report System

P34-00/80R0Q03000090012-9
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HEMORARTN: FORY  Deputy Director fopr Betelligemnce
Deputy Director fewr Seience sl Pecdmology
Gensral

x '- . , N
BUBJECT ¢ HMoquest for Comments on Revised Fitnees Repoyt Sycte=

1. The stteched proposal by the Deputy Director for Flens reeon-
mends changes in our Fitpess Report System.

a. Imstesd of the present five-point sssle (Outstending,

Superior, Proficient, Mequote, Wesk), there woull be & thaee-

point scele (Outetemding, Setisfectory, Unsatisfuctory). The

veticnale here is tkmt only three of the five catagories arc

nov used to ary Gegroe (Tsh A) 2pd the presert gomnle makes

$t airficult to determine whet constitutes an unentisfactory

rating. |
b. The reviecing officinl would bewe s styoegsr role iv

the revised system end would be reepomsible for renking indie

vidusls end for adjudicsting adversely critienl reporie.

¢. There vould bs ¢ mandstory performance comsultation
each year 2s & soparete ection to the fitaees repoxt.

©. Your compents on these proposals would be grestly spprecisted

end vould aid ir the current reviev of this peremaisl problem. May I
have thex by 17 Septomber,

Is/ Robert S. Whattlag

Robert 8. Watties
Director of Personnsl

Atte.
ces  BExDix-Compt.
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} ' ' Proposal for a Revised Fitness Reporting System

1. Ba ckground:

a. During the last twenty years the Agency, the Federal Government,

c and private industry have experimented with a great number of Fitness
... . Report Forms and Systems. Much effort has been expended in analyzing

.~ the results achieved by existing systems, and attempting to correct weak-
s . nesses through the development of "improved' systéms and procedures.
: Few tangible improvements have been realized, but there is a general
and almost universal conclusion that Fitness Reporting must be continued
for pcrsonncl management purposes, even though a truly satisfactory
system has not emerged,

b. Within the Agency, Fitness Reports have been used to rate
- employce performance, personal traits, and potential by the use of:
- ‘ “(a) Adjective or numerical ratings, and (b) narrative evaluatory statements,
’ General agreement exists that evaluatory statements have been more
- significant and have served better than adjective or numerical ratings in
A providing a picture of the individual and his manner of performance.

2. Evaluation of Current Fitness Reporting System:

a. _Adjective Ratings: The current system uses five adjective ratings:
Weak, Adequate, Proficient, Strong, and QOutstanding, to appraise the
performance of specific duties and overall performance. In practice,
however, only three of the ratings are generally used: Proficient, Strong
and Outstanding. The trend has been to use more of the higher ratings
each year, :

CS Careccr Service Fitness Reporting of Overall Performance

| . GS~9, 10, 1 G8-12.13 G8-14 & Abeve -

L 1962 1967 1962 1967 11967
(L Weak 1% 0.1% | 0.4%  0.1% 0.1%
i i~ © Adecquate %’ 2.0% 4.7% - 0.5% | . 0.6% .
“ . . ' Proficient [45% 23.0% 35.5%  18.7% - .. 9.8% .
< Lo - Strong 42% 69.0% 55.9% 76.1% | ... " 7L.8%
A Outstanding 5% 6.0% 3.5%  4.6% S 17.7% 0

=~ AnATITT
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The foregoing “vu(,.'.z«“* the increasing upward trend
ratings and the loss of significance of the P'ivo. 1

of our GS-14 and above v>urm~11m1 are rat

(l’roncxent). At the same time, Adecu

not only to fall into disuse but also to bacome su')ath.x. iz
In praciice, a rating 01'" Adequate' does not provide
defensible basis [or taking adverse actions. '

b, Narrative Ratings: The current Fitness Reporting system providaes

a narrative cvaluation of total performance. Many raters provide a
deseriptive and meaningful eva !uauon which is u.Jcml for personnel mannge-

o

ment purposes; other narrative cvalua g consist of joneralizations and
platitudes and do not cvaluate in s rms characieristics of the
individual or his periormance, Ir IVEC guiu ines to structure the
rarrative content of the evaluation s provide more useful and consis
reports,

Y -

3., Sugeested Revision of the Fitrness P(:cortz"w Svstem and Fitness Renors
IForm:

a.

Unsaiisfactory:. Less than satisi’nctxn‘y performance. Doos

N o

aot meet pevformance requirements for the duty or the
position . '

Satxamctov_z_. Periormance is characterized by effectivencss
in meeting duty aad job requirements.

Quistandine: FPorformance is so exceplional in relntion to
requirements of the 'work and in comparison to performance
of others doing similar work as to warrant special reco

gmtmn.

Rating of Snecific Duties: It is belicved that only si {rmf’ca

dutics should be recorded and rated. Wao propose to combine
“the revised rating scale with a deser iptive rating of cach <Euty
T

in order to provide a more uscful cva Llon
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(3). Rating of Overall Performance: In making the overall
- performance rating, the rater will consider all factors
aifecting performance, including personal traits, skills,
conduct, and any limitations which may apply. He will:
include a narrative evaluation to explain the basis for
the rating and to give a gencral picture of where the
“individual stands in relation to others rated in the same
group. In addition, the rater will comument on potential,
suggest assignments and training necds, and outline
personal traits of significance. '

Evaluation by Reviewing Official: The Reviewing Oificer
will include a brief c¢valuation of performance, potential
and future utilization of the individual rated. Whenever
possible, he should indicate the relative ranking of the
individual with others in the same grade and type of work.
The reviewing officer will be responsible for assuring that
the raters under his supervision adhere to realistic
standards and undertake and follow through on necessary
corrective actions. The reviewing official will be respon-
sible also for resolving any critical differences of opinion

between the individual and the rater, particularly if the
ratings are adverscly critical. If major differcnces cannot
be adcquately resolved by the component, they will be
referred through command channels to the Carcer Service
concerned for review, :

b. Action Required on the Basis of Fitness Report Ratings:

Unsatisfactory Rating: A rating of unsatisfactory on any duty
will require positive action to train or assist the individual to
~improve his performance of the work or will result in his
assignment to other work. An overall rating of unsatisfactory
will require corrective action without delay such as warning
or probation, reassignment or special training. In extreme
cascs, scparation may follow. :

Outstanding Rating: A rating of coutstanding on overall performance
should be followed by special recognition as appropriate, in-

cluding commendation,; merit award, recommendation for
promwotion or guality step increasc, or ¢onsideration for rcassign-
ment to more responsible work., Lo

S-E-C-R-E-T
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c. Performance Consultation: At least once a year, the
‘ supervisor will have a performance consultation with the
employee being rated. This consultation may take place
at the time the Fitness Report is being prepared or at
some previous time as circumstances warrant. When an
employee is given an unsatisfactory rating, a report of
the performance consultation will be madé and forwarded
as an "Eyes Only'" memorandum through normal command
channels to the Secretary of the Career Service Board
concerned. Such a performance consultation report in no
way relieves the supervisor from commenting on an
" employee's failings or weaknesses in the regular Fitness
. Report. The certification that a performance consultation
has been held on a specific date will appear on the Fitness
Report form and will be signed by the supervisor.

4. Summary of Advantages of Proposed Fitness Report System:

-a. Each adjective rating will be more meaningful when combined
with the narrative description or explanation. A descriptive
rating of each element of performance (duties) as well as
overall performance will be obtained. This emphasis on
narrative evaluation will provide more useful information
for personnel management purposes.

b.. Two of the three ratings, Unsatisfactory and Outstanding, will
require that special action follows. We will not have to '
struggle with the meaning of the marginal '"adequate'’ rating
in connection with initiating an adverse action.

¢.” The Report of Performance Consultation will be useful to
supplement the Fitness Report when an unsatisfactory rating
is involved to provide evaluatory material pertinent to the

corrective action being recommended.

d. The tendency to rate all individuals "above average' will
be minimized.

S-E-C-R-E-T
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e. The stronger role of the reviewing officer in achieving
realistic and meaningful reports and in resolving differences
between the individual and the rater will improve reporting
and morale. '
, "5. Reviscd Fitness Report Forms: Samples of the proposed revised Fitnecss
=L Report Form arc attached.
T '
i
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st el L L - SECRET

- [ L. - . L (When Filled In)

EMPLOYEE SERIAL NUMBER

.o - FITNESS REPORT
v SECTION A : GENERAL
1« NAME (Laat) (Firat) (Mlddlo) 2. DATE OF BIRTH 3. SEX 4, GRADE %. SD

8. OFFICIAL POSITION TITLE 7. OFF/DIV/BR OF ASSIGNMENT [8. CURRENT STATION

' ?. CHECX (X) TYPE OF APPOINTMENT 10, CHECK {X) TYPE OF REPORT
CAREER [ [RESERVE ] I TEMPORARY INITIAL REASSIGNMENT SUPERVISOR
CAREER-PROVISIONAL (See Inatructions « Section C) ANNUAL REASSIGNMENT EMPLOYEE

SPECIAL (Specily):
12. REPORTING PERIOD (From- to-)

SPECIAL (Specity):
J11. DATE REPORT DUE IN O.P,

... ISECTION B PERFORMANCE EVALUATION !
. 1. EVALUATION OF PERFORMANCE OF SPECIFIC DUTIES

e ; J LIST IN ORDER OF IMPORTANCE NOT MORE THAM THE FOUR MOST SIGMIFICANT OUTIES PSRFCRMED DURING THE RATING PERIOD. RATE
C : PROF ICIENCY OF PERFORMANCE OF EACH DUTY BY ASSIGNING THE SYMBOL APPROPRIATE FOR THE ADJECTIVE RATIHG AND DESCRIBING
IN NARRATIVE FORM THE MANNER IN WHMICH THE DUTY HAS PERFORMED,

U« UNSATISFACTORY S « SATISFACTORY 0 - OUTSTANDING
SPECIFIC DUTIES NARRAT IVE COMMENT

e

2 OVERALL PERFORMANCE IN CURRENT POSITION AT ING

TAKE I5TO ACCOUNT SVERYTHING ASOUT (THE EMPLOYEE WHICH INFLUENCES HIS EFFECT IVENESS SUCH AS PERECPIANCE OF 3PECIFIC
J gr?T]!E]?é-.;gGDUCTW”Y’ CONDUCT ON JOB, COOPERATIVENESS, PERTINENT PERSONAL TRAITS OR HABITS AND PARTICULAR LIMITATIONS
U 1LY - -

|IA-RDP84-00780R003000090012-9
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, AND C OF

MOMNTHL UNDG
MY SUPETRVISION

OF FICIAL TITLE OF SUPERVISCR . P TYPED OR PRINTED NAME AND SIGMNA

[QFFICIAL TITLE CF REVIEWING OFFICIAL TYPED OR PRINTED NAMI AND SIGNATUNE
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SECRET

(When Filled In)

.

EMPLOYEE SERIAL NUMBER
SECTION A GENERAL
1. NAME (Last) (First) (Middle) 2. DATE OF BIRTH |3. SEX 4. GRADE |S.SD
6. OF FICIAL POSITION TITLE 7. OFF/DIV/BR OF ASSIGNMENT [8. CURRENT STATION
9. CHECK (X) TYPE OF APPOINTMENT 10. CHECK (X) TYPE OF REPORT
CAREER l IRESERVE l ’ TEMPORARY INITIAL REASSIGNMENT SUPERVISOR
CAREER-PROVISIONAL (See instructions - Section C) ANNUAL REASSIGNMENT EMPLOYEE
SPECIAL (Specify): SPECIAL (Specify):
11. DATE REPORT DUE IN O.P. 12. REPORTING PERIOD (From- to-)
SECTION B PERFORMANCE EVALUATION
W - Weak Performance ranges from wholly inadequate to slightly less than satisfactory. A rating in this category requires

positive remedial action. The nature of the action could range from counseling, to further training, to placing on
probation, to reassignment or to separation. Describe action taken or proposed in Section C.

A - Adequate Performance meets all requirements. It is entirely satisfactory and is characterized neither by deficiency nor
excellence.

P - Proficient Performance is more than satisfactory. Desired results are being produced in a proficient manner.
S - Strong Performance is characterized by exceptional proficiency.

O - Qutstanding Performance is so exceptional in relation to requirements of the work and in comparison to the performance of
others doing similar work as to warrant special recognition.

SPECIFIC DUTIES

List up to six of the most important specific duties performed during the rating period. Insert rating letter which best describes the
manner in which employee performs EACH specific duty. Consider ONLY effectiveness in performance of that duty. All employees
with supervisory responsibilities MUST be rated on their ability to supervise (indicate number of employees supervised).

SPECIFIC DUTY NO. | RATING
LETTER
SPECIFIC DUTY NO. 2 RATING
LETTER
SPECIFIC DUTY NO. 3 RATING
LETTER
SPECIFIC DUTY NO. 4 RATING
. LETTER
SPECIFIC DUTY NO. 8 RATING
LETTER
SPECIFIC DUTY NO. 6 RATING
LETTER
OVERALL PERFORMANCE IN CURRENT POSITION
RATING
Take into account everything about the employee which influences his effectiveness in his current position such as per- | LETTER
formance of specific duties, productivity, conduct on J'ob, cooperativeness, pertinent personal traits or habits, and
particular limitations or talents. Based on your knowledge of employee’s overall performance during the rating period,
place the letter in the rating box corresponding to the statement which most accurately reflects his level of performance.
;
GROUP 1
FORM 4 SECRET ariesis kol
P USE PREVIOUS EDITIONS gngrading on

Approved ) - CIA-RDP84-00780R003000090012-9
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When Filled In)

SECTION C NARRATIVE COMMENTS

Indicate significant strengths or wecknesses demonstrated in current position keeping in proper perspective their relationship to
overall performance. State suggestions made for improvement of work performance. Give recommendations for training. Comment
on foreign language competence, if required for current position. Amplify or explain ratings given in Section B to provide best

basis for determining future personnel action. Manner of performance of managerial or supervisory duties and cost consciousness
in the use of personnel, space, equipment and funds, must be commented on, if

applicable. If extra space is needed to complete
Section C, attach a separate sheet of paper,
SECTION D CERTIFICATION AND COMMENTS
1. BY EMPLOYEE
| CERTIFY THAT | HAVE SEEN SECTIONS A, B, AND C OF THIS REPORT
DATE SIGNATURE OF EMPLOYEE
2. . BY SUPERVISOR
MONTHS EMPLOYEE HAS BEEN IF THIS REPORT HAS NOT BEEN SHOWN TO EMPLOYEE, GIVE EXPLANATION
UNDER MY SUPERVISION
DATE OFFICIAL TITLE OF SUPERVISOR TYPED OR PRINTED NAME AND SIGNATURE
3. BY REVIEWING OFFICIAL
COMMENTS OF REVIEWING OFFICIAL

DATE OFFICIAL TITLE OF REVIEWING OFFICIAL TYPED OR PRINTED NAME AND SIGNATURE

R SECRET

LY
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